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Abstract
Present paper presents the results of strategic diagnostic performed in the case of a SME active in the field of distributive
trades for automotive, with a significant presence in regional automotive business sector. Using functional diagnostic
method an internal diagnostic was realized, leading to the revelation of strengths and weaknesses related to the internal
environment of the firm. 
competitive position of the firm inside its business sector. Conclusions are based on a complex analyze that combines the
results of internal and external diagnostic
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1. Introduction
The sector of small and medium enterprises (SMEs) is the most dynamic in the Romanian economy. In 2008
the share of SMEs in the total number of enterprises from industry, construction, trade and other was 99,6 %,
Eurostat, 2011. Looking deeper in the structure, in the total number of SMEs, the micro-enterprises represent
88,9 %, such a situation being similar to the one from the European Union, Eurostat, 2011, Lavric, 2010. In the
particular sector of distributive trades the share of SME in the total number of enterprises was 99,9 % for EU-
27 countries, Eurostat, 2011. The number of these companies was 6,1 million.
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In 2009, due to the financial and economic crisis, there was a fall in absolute figures of the number of SMEs 
registered in Romania, for the first time after four years of continuous growth. Thus, on December 2009, the 
number of SMEs registered at the Trade Register was 625458 enterprises compared to 662024 at the same time 
of the year 2008, Szabo, 2011. 
In 2011 Kosmidis reported: 
enterprises, with 99,7 % of them being SMEs providing 68,1 % of total country  employment (with micro 
enterprises accounting for 88,5 % of them and providing 24,4 % of the country employment). The average 
density of Romanian SME (number of SMEs per 1000 inhabitants) is well below EU average indicating a 
Kosmidis, 2011. 
Nevertheless, for those SMEs that identify the changes in the market and react promptly, this period may 
prove favorable. In times of crisis, SMEs have the advantage of greater flexibility, being able to implement new 
services and launch new products more easily. They can make decisions more easily and thus become much 
more efficient based on prompt action and solutions adjusted to market circumstances, Hodorogel, 2009. For 
this reason, the management of analyzed SME asks for a research on how its business can be preserved or even 
improved during the years of economic crisis. The study was made and its results are presented in the present 
paper. 
2. Methodology 
The study presented in this paper is focused on a SME working in the automotive business. The SME is 
based in the Mures County and is acting in the central region of Romania. The main activity registered, 
according to Romanian CAEN code, is distributive trades with parts and accessories for automotives. 
Financial data related to turnover and profit for the 2005-2010 period were collected from profit-loss 
statements and analyzed in order to understand the main trend of the  
economic crisis and during it. 
A comprehensive study of all activities inside the firm was run. The materials and information flows with 
suppliers and clients were analyzed. 
A strategic diagnostic was realized using three steps. The first step, related to internal diagnostic, involved a 
full functional analyze of firm functions: production (for analyzed SME production means, in fact, services that 
it provides to its clients), commercial, financial, human resources, organization and management. The 
methodology involves the following the stages: determining the main function and processes to be analyzed, 
determining a set of assessment criteria, the evaluation of the function and processes in relation with the chosen 
criteria and the evaluation of results.  As a result a full competencies profile was made, allowing us to reveal the 
strengths and the weaknesses of this particular SME and to argue its strong position on regional market for 
consumables and accessories for automotive. 
The second step, external diagnostic, el Porter. 
The force of threats coming from suppliers, clients, competitors, substitution products and new comers was 
thoroughly analyzed. 
An analyze based on the facts emphasis by internal and external diagnostic was realized in the third step of 
the study
firm has to do to consolidate its relatively strong position on the market, to manage to cross the economic crisis 
without the loss of its place in this very competitive and dynamic sector and to build the premises for a future 
growth of the business. 
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3. Results and discussion 
In the first stage of the present study we collected profit-loss statements for the 2005-2010 period of 
analyzed SME in order to extract some initial images of its evolution in the past years, before economic crises 
began, and in the 2009 and 2010, when the effect of the global crises affected al businesses. Tabel 1 presents 
the evolution of turnover and profit in 2005-2010. 
Table 1. Financial data for 2005-2010 for analyzed SME 
Year Turnover (lei) Profit (lei) 
2005 2399383 9208 
2006 2511068 12494 
2007 2724932 10723 
2008 2765232 8800 
2009 2653497 13547 
2010 2755474 9062 
 
It is to observe that there is a constant growth of turnover in 2005-2008. In 2009 global financial and 
economic crises started to affect the Romanian businesses. The analyzed SME turnover decreased in 2009, but 
the loss was not too serious, the decrease being only of 4% related to 2008 turnover. In 2010, despite the harsh 
economic environment, the firm managed to succeed really well; there is a 4% growth in turnover.  The SME is 
stabilizing its turnover up to 27000000 lei/year, which means 650000 euro/year. 
Related to the profit, it is very low, but there is to say that there are some particularities in the Romanian 
economy and is an almost general fact that Romanian SME reports very low profits. 
In the second stage of the study we thoroughly analyzed all activities that are run by the analyzed SME. 
According to the European Union nomenclature of economic activities en gross commerce is represented by 
firms involved in purchasing, storage and reselling the goods. There can be some stages of processing, 
conditioning, packaging or repackaging. The main activities of analyzed SME are: purchasing the products 
from suppliers, storage, preparation of delivery lots of products for the clients, selling, transport, additional 
services. 
The materials and information flows with suppliers and clients are presented in figure 2. The successful 
activity of analyzed SME relies on advantages that the firm brings to its collaborators. Suppliers (more than 70) 
can rely on immediate selling of their products to the en gross firm which will distribute their products to a 
large number of clients. If they are producers or direct importers they do not have to assign large financial and 
human resources to marketing and selling activities.  
The saved resources can be utilized for the enhancement of their main activity. If they are small producers, 
importers, or other intermediaries, it is almost impossible for such kind of firms to develop comprehensive and 
efficient commercial relations with a large number of clients. From the point of view of clients (more than 
300), they can benefit from relation with en gross firm due to large number of products that can be purchased 
from it. The firm has in its portfolio more than 2000 types of products, in the case of each type of products 
there are more categories, dimensions or other specifications.  
In conclusion, clients find in SME warehouse a very diverse range of consumable and accessories for 
automotive: expensive and very well recognized international brands, well situated brands having in mind the 
ratio price-value, or cheap local brands. By drawn on en gross firm services, the clients eliminate their 
purchasing cost which they would have if they would work with a large number of suppliers. 
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Fig. 1. The materials and information flows of analyzed SME with suppliers and clients 
For the final evaluation of information there are three methods that can be used, Marian, 2001. One consists 
in an evaluation of the firm without considering the competitors and external business environment. The second 
one evaluates the firm in relation with competitors. The third one compares the firm with an ideal profile, the 
prospective profile for the market, business environment, shareholders and managers. This third approach was 
chosen for the present study. As a result a full competencies profile for analyzed SME was made. Table 2 
shows this profile of competencies, summarizing all function, processes and assessment criteria, the conclusion 
being that the firm has a relatively strong profile.   
Table 2. Competencies profile for analyzed SME 
 Weak                Medium          Powerful 
1 2 3 4 5 
Production function (distribution services)                              4,25 
flexibility of services     5 
the size and facilities offered by storage space    4  
labour productivity    4  
stock management    4  
Commercial function                             4 
product portfolio    4  
trend of selling volume    4  
price politics   3   
clients fidelity    4  
efficacy of selling force     5 
Financial function                        3,2 
capitalization rate  2    
profit evolution  2    
accounts receivable   3   
accounts payable     5 
long term debts    4  
 
Analysed SME 
 
 En gross commerce (purchasing, 
storage, preparation of delivery 
lots, selling, transport) 
more than 2000 types of products 
 
 Additional services (service for 
car batteries, service for 
envelopes) 
 
Clients 
 
more than 300 de clients 
 
90% en detail stores 
10% other intermediaries 
 
Suppliers 
 
more than 70 suppliers 
 
60% direct importers 
20% producers 
20% other intermediaries 
Goods flow 
     Transport of goods from suppliers                      Transport of delivery lots to the clients according to the orders 
Purchasing order Delivery order 
Information flow 
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Human resources function                                   4,75 
ratio between wages and turnover     5 
average wage level    4  
competence of employees     5 
employee fluctuation     5 
Organization of the business                                   4,67 
clarity of organization chart and job sheet    4  
level of  delegated authority     5 
adaptability to changes in business environment     5 
Management                        3,5 
competencies and cohesion of management team     5 
existence and complexity of board picture for management  2    
character of chief-subordinate relations     5 
system for assessment of economical performances  2    
 
 Each of five forces that determine 
the competitive intensity in the particular market sector of consumables and accessories for automotive were 
thoroughly analyzed. 
 For each force: threat of new competition, threat of substitute products and services, bargain power of 
customers, bargain power of suppliers, intensity of competitive rivalry, a specific set of criteria was set. In 
relation with these criteria the forces were analyzed on a scale from 1 (very weak) to 5 (very strong).  The 
results of the analyze were in the form of different tables (not shown here) and table 3 presents the synthesis of 
the results. 
Table 3. The synthesis of competitive intensity in market sector of consumables and accessories for automotive 
 Threat 
 Very weak Weak Medium Strong Very strong 
threat of new competition   3,1   
threat of substitute products and services 1     
bargain power of suppliers  1,8    
bargain power of customers   2,6   
intensity of competitive rivalry   3,2   
  
The final data shown in table 3 allow us to conclude that in particular market sector in which analyzed firm 
acts, the competitive intensity has a medium level. The most serious threats come from existing competitors 
and possible new competitors entering in the market. This is due to the fact that barriers to entry in the market 
are not too strong. The suppliers does not really have a strong position in this market, they are many and 
relatively simple to replace. 
is study. Figure 3 
shows the place of the analyzed firm, with its competitive position resulted from internal diagnostic, in relation 
with the growth of the market where the firm acts, which is a slow one. The firms position fall in quadrant 4. In 
conclusion the firm has to quest for the promising growth areas and to exploit the opportunities in the growing 
markets as it possess the strengths to instigate diversified services in its particular market sector. 
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Fig. 2  
4. Conclusions 
Consequently to internal and external diagnostic the SWOT analyze (not shown here in details) leads us to 
the conclusion that the proper strategy for the analyzed firm is diversification. This means to remain in the 
same business sector, were the firm has a relatively strong position, and to benefit from opportunities by at least 
two ways: diversification of services (the firm can profit from introduction, starting with 2011, of legal 
necessity of winter envelopes on all automotives in Romania) and diversification of clients (the firm has to find 
new clients, especially in the institutional and governmental market). The firm has to minimize its weaknesses 
and to avoid the threats by improving its financial status and by giving up on a series of clients with bad 
payment behavior. This conclusion is consistent with the analyze made using Grand strategy matrix.  
In 2011 the management of the SME followed the strategy that was suggested based on present study. The 
preliminary observations allow us to say that there are good financial and economical results. SME diversified 
its business by introducing new services (for envelopes and car batteries) and established new business relation 
with one big governmental client and with other institutional ones. A research on the process of implementation 
of strategic directions resulted from present study is in progress and the results will be published in the nearest 
future. 
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